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WFMOR/NDUM FOHs  Chairman, CIA Career Scrvice Bonrd

FROM: Task Force on Uireer Levelopment of Junior Personnel
SIBITCTe Final Repert
RFFPERINCR: Tour Memorandum dated 2 April 1954

1. Attached is a Stoff Study on ¢sreer development of selected

Junior personnel which hns as its salient festures

a4, central administrstion by the Assistant Director
for Personnel and the Director of Training in the interest
of the Agency as » whole,

b, use of presently ~vailable resources and facilities
of the 0ffice of Personnel and the Office of Training with
pespect to funds and approved T/0 positions,

¢, the right of all sligible personnel to have their
applications for participstion considered by a Career Levelop-
ment Swelestion Committes,

d, the responsibility of heads of operating components
to nominate well qualified candidates and to prrilcipate in the

‘decisions respecting the selection, planning and utilization of

and h

those who prrticipate,

2. The text represents the general consensus of the Task Force
28 the genernl approval of the Assistant Director for Personnel

and the Director of Training,
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16 April 195k

PROBLEM: To establish 2 progrom that will insure effective career
pil,mming for selected junior personnel.

FSSUMPTIONS ¢

CTA will have a continuing requirement for a reservoir of carefully
seloeted, highly qualified, and well trained individuals who are
thoroughly acqualnted with Agency activities and whe will be avall-
sble for nssignment to positions of increasing responsibility as the
nwed arises,

Due to *he specialized nature of Agency ~ctivities, such individuals
gannot ordinarily be recruitsd from ocuteide the Agency, To assure
the existence of such a reservoir, a systematic program for internally
daveloping selscted Agency personnel can be instituted,

Carser Tevelopment through detail or assignment to varied positions
1o broaden knowledge and experlence can be an effective means of
furthering the development of selected personnel.

It is possible to identify individoals who are on duty whose develop-
ment will be furthered by tralning assignments to other components

of t}ie,.,.&gencya Since such an assignment would be of rether extended
dnration, it would be for productive as well as for career develop-
nent purposes,

Individuals should be considered for this program only on the basis

of demmatratei_:l abillity and potential for greater responsibilities
i the discharge of the Agency's miamton,

S~E=C-R=E-T
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Participation in the program would represent no assurance to the
individual of eventuai advancement, or assignment to any particulry
positions,

FACTS:

The basic Career Service directive (CIA Regulation 25 May

1953) states that one of the ways by which the Career Service progrm

will be implemented is through rotation and that prevision will be
made for the allocation of slots in order to facilitate rotation
assignments, This Regulation also provides that the component
Career Service Boards will "eatablish a system of rotation within
the component and participato in the development and execution of
rotation assigoments.®™ It is therefore clear that the policy of
promoting the concept of planned training assignments as a develop-
ment technique is firmly established, There is, however, no clear-
gut suthority for insuring that rotrtion undertaken in support of
the Agency's overall mission will be effected,

The first attempt at a carser development system was made in June
of 1952 with the establishment of 50 rotation loan slots; since
only 11 of these slots were ever encumbered, the CIA Career Service
Board decided that the system was ineffective, On 2 July 1953 it
was replaced by the present system of Career Development Slots
whersby individuals who could profit from either non-CIA training
or rotation within CIA could be transferred to positions admine
istersd by the Office of Training in order not to disrupt the per

sonnel. administration of other components of the ‘“gency, Of the
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L0 poeitions approved, 28 are now (as of 31 March 1954) allocated
or under consideration by the CIA Career Service Board, Twenty~
five of these are for purposes of external training and only three
for rotation within CIA, The students who will attend the Depart-
ment of Defense schools snd colleges, and certain other longe
duration non=CIA trainming vrograms, will take up some of the re~

maining twelve positions.

The Junior O0fficer Trainee program initlated in 1951 is imtendsd
%o prov:ld.e. an intern program for carefully selected persomnel 25X1A
recruited for this purpess. The Office of Training has
ceiling positions for the program, plus to 25X1A
accommodate Junior Officer Trainees and other members of the Agency

25X1A
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four mors will be so assigned within the next three months, ten
more within the next ymar, and at the present rate of turnover
each JOT will probably occupy a civilian JOT slot for adout a
year, This means that about half’ th% could be used for

the caraer dsvelopmsnt of junior employwes already in the Agency,
and even more if 1) recruting JUTs from outaide were slightly
diminished and 2) some individuals?® term of service as JOTz were
shortened as clreumstances in each case made advisable,

m{b February 195k, at its 20th meeting, {:»he C(IA Career Service
Board declded to concentrate its attention on the carser davelop-
ment of junior professional persommel.

Persons of age 25 through 3L who are in grades GS~7 through GS-12
constitute more then 30 per cent of the Agencyt's strangth, Persons
in this category with at least two years® Agency experience con-
stitute 25 per cent of the Agency strength,

DISCUSSION

Within the ranks of CIA there is a considerable group of younger
men and women with excellent backgrounds and werk records who

show potential for progressively increased responsibility, Planned
training sssignments among Agency offices would be sn effective
dsvice for providing many of these persons with opportunities fos
sdditionsl knowledge snd wider perspectives, Thls type of activity
also offers opportunities to evaluste indivicual performanss and
potential in different situstions and the program can be counted

on to strengthen the Agencyls niddle-nanagement group of officisls,
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Realization of these objectives iz of extreme importance to the
development of an effective invent;ry of junior executives,

A selective assignment program would be only one part of the
Agency's Career Development system. Not all promising young men
and women would bemefit.‘ from this type of career development.

Many would profit from the application of other recognized tech=-
niques while remaining with thelr parent component, The other
technigues includes

{1} Formal CTA training

(2) Non<CIA training

(3) Caethe-job training

(4) Understudy and task force assignments

{S) Particip~tion in extemal professional conferences

{6) Extra-curricular duty on committees, panels and boards.

The other techniques enumerated above are now being utilized by
operating cmponéxts with varying degrees of effectiveness, Planned
training assignments for the career development of junlor personnel
are oceasionally being accomplished at present, However, as stated
in 3a above, there is still no assurance that planned training
assignments conducted in the interests of the Agency as a whole,

as contrasted to those of primary interest to Individual components,
will be undertaken,
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The *gsistant Director for Personnel is responsibie for the
development and administration of an Agency-wide personnel
program, The Director of Training 1s responsible for formlating
and earrying out training poliecies, plans, standards, and programs
to increase the capabilities of personnel to serve the Agency.

The eareer development of personnel is thus a joint responsibility
of these two officials and they have skilled personnel and facilities
at their disposal for mutually carrying out this responsibility,
{See TAB A "Plmn for Career Development of Selected Junior Fers
sonnel”, attached).

The rgsistant Director for Personnel; in view of his overall
responsibility for the personnel program of the Agency, has at
his disposal the resources and facilitles for deweloping and
administering a Junior Fxescutive Inventory,

CONGIDSIONS

fhe means for implementing a2 program of career planning for
selected Junior personnel are readily available within the Agency.
The total cost of such a program would be minimal compared with
itz importance to the ‘gency.

No additional funis would be required;, since salaries of JOTs h-ove
already been included in the budget of the Office of Training and
the coasts of administration would be abscrbed by the Offices of

Training and of Peruonnel,

Approxim~tely aye »t present available

Lo start the program.
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RECOMMENDATIONS -

That the above conclusions be approved,

That the Plen as outlined in TAB A be adopted,

That the Program for the Career Development of Selected Junior
*gresonuel be referred to the Assistant Director for Personnel

and the Director of Training for implementation,

T e
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PLAN FOR CAREER DEVELOPMENT OF SELECTED JUNIOR PERSONNEL

PURPOSEs The CIA Plan for Carser Develepment of Selected Junior
Pargonnel is designed to identify and provide for the systematic
indoctrination and development through planned rotation of a highly
gelect groop of junior employees who have the capacity and potential
to profit from such development to the end that there shall be con~
tinuously avallable a reservoir of individuals extensively and in-
tonsively acqualnted with Agency activities, who wlll be avallable
for assigmment to more responsible positions in accordance with
kgeney reguirements,

KESPONSIBILITY ¢

Regponaibllity for this program is vested in the Assistant Director
for Personnel and the Director of Training in accordance with the
inherent, responsibilities that lie with them as chiefs of thelr
reapective offices,

The Asslatant Director for Personnel and the Director of Training
have matually sgresd to divide responsitility for the progrem as

follows:

{1) To share in the selection of individuals for the program,

{2) After melection, the individual to transfer to a JOT slot within

the present ceiling of the Office of Training and to remain under
the administration of the Office of Training during his develop-

ment. cycle,

SekeCaReE TAB A
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{3) The Assistant Director for Persornel to be kept informed at all

{h)
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times, by the Directer of Training, of the individual’s develop=
nent, planned asslgmment and progress,

Upon completion of his development cycle, the individusl to be
referred to the Assistant Director for Personnel for appropriste
agsigment, with due consideration for the individuslts originsi
career development plen,

SELECTIN ¢

Selsction will be made by a committee composed of the Assistant
Director for Perscnnel, Chairman; the Director of Training; and a
representatlive of the major operating component having juris-
diction over the individual under consideration,

The seleaction committee will choose from nowinees referred to the
Asgistant Director for Personnel under procedures set forth in
paragraph 5 below, and who meet eliglbility criteria set forth in
paragreph li below,

ELIGIBILITY CRITERIA:

To be considered for entrsnce into the program an individusal musts

(1) Bave staff employee status,

{2)

Be between the ages of 25 and 3, inclusive,

(3) Occupy a position at grade GS-7 through 12, inclusive,

(L) Have at least two years prior CIA service,

L) 2 -
SeoflewCeRobT TAB A
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{5) Have completed a training course in basic intelligence, such
as BIC,

{6) Possess at least a Bachelor's degree or equivmlent from an
accredited college or university,

{7) Agree to serv;e the *gency wherever assigned (this agreement will
be stated in whateve; form is ultimately decided upon to be used
in the application for entrance into the Career Service),

5. NOMINATING PROCESS:

2. Nominations will be on a quota basis from major organizational
components; such cquotas to be set jointly by the Assistant Director
for Personnel and the Director of Training. In setting these quotas
they will besr in mind the number of -available JOT slots in the
Office of Training. In any event those quotas will not exceed 1 per
cent of the authorized strength of the component,

be Major components will be expected to nominate high caliber indi-
viduals for the program and the individuals must concur in their
entrance into the program. |

2. Any staff employee who meéts the el_igibility criteria may apply
throngh his office head to the Chlief of his major component for
entrence into the progrm. The Chief of the major component concerned
will append his recommendations to the application and forward it
to the Agsistant Director for Personnel, whether his recommendation
is affirmative or negative,s

-3-
SeEeC-R-E-T TB A
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d. Application will be on a prescribed form to be developed by the
Assistant Director for Personnel and the Director of Training,

2, Accompanying the applieation will be a development plan worked
ovt by the individual and his supervisor and commented upon by
the office of assignment. Such plan does not need prior cone
currence of those offices in which it is expected the individnal
will be detailed during his dewslopment cycle.

6, REVIGW OF APPLICANTS BY THE CARFER DEVELOPMENT SELECTION COMMITTEE:

a. 'The Selection Committee will make its review and base its selection
on the individual's over-all suitablility for the program as determined
by the following:

(1) Possession of basic eligibility qualifications.

(2) FEvalustion of data in applicant's official personnel folder, which
must contain a current PER. '

(3) Personal interview by the Selection Committee which will 1nc1\;de
a discussion about the individual’'s proposed dewelopment plan,

() Training evaluations,

(5) Assessment by the *ssessment & Evaluation Division of the Office of
Training if requested by the Selection Committee.

(6) Any special reports which the Selection Committee may request from
the Director of Security or Chief, Medical Staff,

nh—
§eE=CwRuE~T

TAB A
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1. PROBIEM: To Establish a Progrem for Rotation of Selected Personnel

2. ASSUMPTIONS:

8. CIA will have & continuing requirement for a reservoir of carefully selected ’
highly qualified, and well trained individuals who are thoroughly acqusinted
with Agency activities end who will be available for assignment to positions
of increesing responsibility es the need arises.

b. Due to the specislized nature of Agency ectivities, such individuals cannot
ordinarily be recrulted from outside the Agency. To assure the exlstence of

such a reservoir, a systematic program for internally developing selected

&3;@2&3{1‘50 1 ¢can be ingtituted.

@\, It is possible to identify individuals who are on duty whose development will
be furthered by rotation among components of the Agency. Since an individual
rotetional assignment would be of rather extended duration, such assignments
will be for productive as well as career development purposes.

Q. Individuals should be considered for this program only on the basis of
demonstreted ability and potential for grester respousibilities in the dis-
charge of the Agency's mission.

'@t Individuals accepted for the progrem should be under age 35.

@ Participation in the program would represent no assurance to the individual

of eventual advancement, or assignment to any pasrticular position.

3« FACTS:
Bin [- lack of regponsibility in the Agency for rotation; within the purview of

CIA Career Sexvlice Boa.rd?

-1 -

SECRET
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